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MEZORANDOM FOR 4R, HUDDLE

1. Herewitn I subzit the draft requested on Friday. What
follows 18 justification of its form und content.

2. Paragraphs ) and 3 are necessary to woet the issue
directly and positively. In the 7 larch draft ocur recommendation
to the Director can be discermed only by inferonce.

3. I have endeavored to esbedy in paragraph 2 & succinet
atataaent of the essential points made in the 7 Murch drafi,
onitting subparas. 6 8, b, and ¢ 88 drafting points unlikely to
influence the Diractor's decision on the main issue

L. It seems to ze that the srguwaoni in the 7 Mareh draft
about CGRE merale, coupled with frequenl, but unspecific, roforences
to our lack of capabllitics, would create an unforiunate impressior
of sulky emiillingpess widcéh I have scugihit to aveld, relying rather
on the concrets demonstrution of ke realities of our situstion
in Tab "a®, It is the consensus here that we botn weaken our case
and ziss cur oppurtunity if we fail to prosent these comsiderations
to the Director in spucific tera:s.

5. LUy apology for reviaing, in Tab LY, the draft proposed

to ICAPS on 18 Februury, is not only th«t I consider Tab "»¥ &
vast improvement in fors and clarity. It appears to za also tbat,
the 18 February draft nuving boen couchod in ICAPS languige to
tho maximm in order to make it agreeable in that quarter, but
heving fulled to obtain the desired agreenent, we ure, on being

- forced to appeal to the Director for o comand declsion, at liberty
Lo present our prograz as we would bave it. The Director will never
know our unco.proaised views unless wa tell him. That I am not
the only ona who finds the 18 Fobruary draft distasteful was evident
in Dr. Lockard?’s ruaarks. I perceive no cfmuitaent to it, now L.t
it has fallied in its taciical purpose. T

LUDWELL L. XOKTAGUE
Chief, Intelligenco Staff, O
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MEMORANDIM FOR THE DIRECIOR OF CENTRAL INTELLIGENCE
Subjects Production program for ORE
Reference: Draft memorandum for ths Assistant Director for Reports
and Estimates submitted by IGAPS to the Director for
signature,
1. The Office of Reports and Estimates cannct concur in the
Raference. It considers the production program for ORE contained

therein to be w:real*.s?ic and impracticable insofar as it fails to

take into sccount the man-hours and facilities required to carry out
the program at the rate of productlon indicated and the EAUPOWSr and
facilities sctually available to OKE.

2, This Office has dlscussed the subject with ICAPS in a
spirit of cecllaboration, but with a realistic appreciation of the
means available to it, as briefly set forth in Tab "a¥, It feels
that it ia contrary to tha best interest of C.I.G. to-la.y' down &
Program which is,‘on ita fce, lmpossible of fulifilment. It nas
proposed to ICAPS an altemmative which, whiie providing to mest the
needs indicated by ICAPS to the maximm extent now practicable, is

© also flexible encugh to permit acceleration and expansion of the

program in keeping with any increase in the means availables. In ,
paragraph 2 B (2) of the Reference, however, ICAPS insiats upon its
original, unvealistic produciion schedule. In paragraph 2 C, concerning
basic intalligence, ICAPS introduces a novel concept never considerad
in its discussions with ORE and diametrically opposed to the principles

INCLASSIFIED



UNCLASSIFED ,
g - - 7

which ORE has understood were to govern the productioen of such
intelligence. Even eventual compliance therawith would require that
the recently approved T/O for ORE be quadrupled, since it implies
that ORE is to undertake all ths basic intelligence ressarch now
being accomplished in the Siate, War, Navy and othsr Departmenta.

3. 7The Office of Reports and Estimates recommends that the
Reference be not approved, and that in lieu thereof the Director
approve the substitute &itached as Tab WbY,

o - ' "7 J. KLAHR HUDDLE
Assistant Director
, Raports and Estimates
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PEESOINIEL a3 FACTILTTIES ACTUALLY AVATLA.LI TI QIE
‘{a4propos the production scnadule proposed by L1CAPS)

1. ICAP3 has proposed that ORE, witn its existing parsconnel
. . and facilities {as of 15 Harch 1947) publish a daily summary a
weekly sumoary, occasional special "bulletins', occcasicnal special
reports, and an all-inclusive sories of situation reports at thae
rate of at least 12 per month plus wmonthly revisions {i.e., 12 in
March, 2L in April, 36 in Uay, etc.) and that ORE also assume an
w immadiate responsibility to conduct basic intelligence x_esea.rch
universal in scope —— all this in addition to such otlier activitics -
as the preparaticn of K.I.R.'s, the formal evaluation of 0.U4 and
0.5.0. reports, etc.
2. Buch a producticn progras, however desirable, annot be

. soriously propoged for imizediute iaplomontation with any comprohension

v
of the manpower and facilities required to exescute it or of the
.;.-f N manpower and facilities actually available to ORE.
E@ 3. Consideration of four important coencrete cases will
“— ‘partially illustrate the point.
. : 8. Franca: the taile of orgunization for the French

Divigion (ﬁ'x'epamd without conteaplation of the basic research
function now indicated by ICAPS) calls for one P=7; four
P=61g, and 4 proporiionuate allotment of junior professional
and clerical assistants. 4ctually wvailable wre tiwo P=l's

and ona P=2.  Simce the P«2 is exclusivoly occuplad with

clerical tusks, «ll professionil work with rospoct Lo France
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devélves ‘upon thes twe P-L's. So Jar us ihe preduction of

copjjr 1s concerned, Lk.m:se Lwo can accosplish no zore than tue
initial drafiing of gg’for the Daily and Weekly wnd of
an occasional Special Evaluation, It is Loo nueh to expact
ol tvhez either a4 finisked situution report, with nmonthly

. revisicns, or an occaslonal spocial estiumste.

N bD. U.S.5.R.: the T/0 calls for two P-T's, three P-Ols,
and & proporticnate allotuzent of Junior professlonal and

clorical assistants. Actually available for all purposas is

onae P-1, assisted so far as practicuble by a P-6 who is ulsc
dcting Braunch Chief and Chuoirman of the Working Committea of
the Defensc Project. ..

g. Greece: the T/0 calls for one P~6, one P=5, one
Pu2, one P=l, and wwo CAP-hi's. Actudlly available are one
P—_S and one P;i. This 1s 4 better-thun-average asction;

S npihetiiih
Fan L e T .

in addition to its contributions to the Daily and Teeckly,
- ‘ it actually produced ORE 6/1 by working on weekends and

holidays.

o d. China: the T/0 calls [or one P-7, thres P=G's,
,. - and a proporticnate allotment of professional and clerical
’ assistants, Actually available are one P—3, two P<lls, and
one CAP-4, witu su;;e.assistance froa & =5 who 18 also
Acting Cniel oi_‘ toe Fur Eust-Pacific Branch.

4« The burden of mandiing, witnout clerical personnel, -tha
voluze of paper received .ust ba taken into accouni, 'since it diverts

professional personnel frou productive zctivity and renderg 1usery
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numbees
the mewkers shovm in strength returns. In tho Far Bast-Pacific

Branch, for exaaple, the nine “awrilliary® analysts (P-1 to P-3)
spend two-tioirds of tucir time on clerical tasks, leaving only
the equivilent ol three such analysts to support the work of the

 four productive writers (two P=6!s und two P-5's), one of whom must

. also function as Acting Branch Cafef — this in 2 Branch wideh . . _.
., - covers ouch active areas as Japan, Kores, China, the Philippines,
o Southeast Asia, and Indonesia.
5. The acute luck of experienced, senior analysts bas previcus—
1y been demcnstratod. Tie actual situstion with respect to key

personnal in the six repgional Dranchas is as followa:

Mathorized  Prosent In Prospect

Branch Chicfs (‘P-S) & N

- 2

Deputy Br. Ch. {P-7) 6 1 s}

Division Chiefs (P=7) 19 Q 0

Bection Chiefs (P=6) L6 10 G
2T i pie Z .
SRt It is 1dles to talk of un accelerated, large-scale production of

=staff intelligence™, us distinguisied fram current intelligenca,
until the greator portion of the indicated vacancies are filled witi

Proporly qualified persomnel.

6. To point o & generous and unused T/0 is no remedy Icr
: this situation. Apart fros such considerations as our inability o
S obtain wall qualified personnel by aassigmment {rom the Departuents
. and the procedural iupedizents whicl nave been inmposed upon cur own
recruiting, Q.I.G. wust face iho following faciss
a. Tho experienced intellizence porsonnel available
nere 4t the end of tho war ure now widely gdsporsed and for

Sty

- ' ]
i e
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tha most part settled in thelr chesen civil professions.
b. Professional) opporturities in the universities
are greater at this {ime than they have been for & goneration.

¢. Salary is not the scle, or even the sain, considera—
tion to tho type of perscnnel we u‘isl; to attract. o
| d. For mest of our vacant senfor positicns tha number
of truly w1l qualified persons in the entire country is extremely limitod
¢. Evon with the most eurnest effort, thore is mo hope
of building up a truly well qualificd senior stalff except

impatience, we glve the vacancies away teo the first perscns

found willing to take them. '

7. Were recruits in plenty at hand, the regionsl Branches
would have no roan for them. The preseni crowded conditic;ns in "‘:.i"r
Buflding, as Qmmplified below with reference to fivo typlecal _'

rooms, are an impedimont Lo effective work.

- . Lirndmom
i W2 EGAI KS/A FE/P Standerd
Fooa mmber . 2116 2214 2225 2232 2330
‘Square feet 300 315 315 310 315
Persons on'duty ) & g 5 6 6 3.75
.8g. f%. por person o 853 63 52 53 8o

No amelioration of these conditions is in prospact,
8. The fuct is that, with present personnel and working

conditions, it is only by virtus of high morale and extraordinury

I

eflort thet ORE has succoaded in achioving its preosent scalae ol

intelligence production. Taia privduction is not all that could be
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desired on a quantitative basis, but its volume is respectable

in the circumstances and its quality has been commended in numorous V
instances. Tie Indefinite continu.tion of sulch aextriordinary

efforts should not be tuken for prented. Adoption of so unrealistic

& program as thal proposed by ICLPS is & sure way to break norale, to ;o

production ruther thin worae, .

e - ‘
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KEMORANDUM FOR THE ASSISTANT DIRECTOR FOR REPORTS AND ESTIMATES
Subject: Produetion Program
Roference: Memorandum from the Executive to tbe Director, C.I.C.,
to the Assistapt Directors and Chief, IGAPS, subject:
A YFunctions of the Office of Reports and Estimates,¥
T 19 Decembar 19L6
1. In carrying out the functions prescribed in the Reference,
the Office of Reports and Estimates will produce intelligence reports
!m in a.f:corda.nce witht the following program.
CUREENT INTELLIGENCE

2. C.T.G. Paily Summary: & daily suamary of significant

. _ . intelligence and operational information for the President, the
wembers of the N.I.A., and ths additicnal diastribuition prescribed

in N.I.A. Directive No. 2.
| 2 e T 3.

.

C.I.0. Weekly Summary: a weekly compendium of concise

~ analyses of significant emergent and current itrends, presented in
perapactive and with consideratiion of their probable consequences,
48 & necessary supplement to the Daliy and for the same recipients.

L. C.I.G. Special Evaluations: concise eveluations, primarily

for the recipientis of the Daily Summary, of current reports which
require treatment at greater length than is possible in the Dajly i

and with greater urgency than is possible in the Weekly, or which
5ol otherwise deserve special presentation as current intelligence ratner

than &5 Specizl Heports (Bee paragraph 7). Each itexm in ths series
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shall be restricted to a single topic, and shall include such
analysis and Interpretation as fts urgency pemﬂta.

S. Tws form and content of these current intelligence reports
snall be subject to continuing study and improvement, particularly
in conformity with the desires of the principal recipients, who
will be frequently consulted by the Office of Collection and
Disseminatioen to ensure that thesa publications are actuwally useful
to tham, '

STAFF INTELLICENCE
6. Situation Reports: analyses of the strategic and national

policy aspects of the situation in sach significant country or
other appropriate geographical area or with respect to significant
functional subjects of coantinuing interest. The items 4n this
series, in their complete form, shall be designed for the use of
staff officers below the I.A.B. level, but succinct summaries of
their essential contents shall be provided for use &b the I.A.B, -
level &nd above. Each item will be kept up to date bymonihly
review &nd revision as required. With reference to tinis possibly
monthly revision it nust be stressed that the series is not intended _
to become yet anciher form of current intelligence reporiing, but -
rather to consist of up-to-date é.na.]\vses of the basic factors in the
situations reported on.

7. Special Reports: analyses prepared by specific direction
(e.g, ORE 1), or in response 0 & specific authorized request, or -
on the initiative of ORE as it percelves the occasion in its
continuing review of the world situation {e.g., OFE 15'). The initiative

1 !

L oer -
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of OFE must ba limited to those subjects which clearly warrant

preaentatlon Lo the President and the members of the N.I.A.

BASTC INTELLIGENCE

8. Upon the adoption of an interdeparimentel program for the
production and mzintenance of Maticnal Strategic Intelligence Digests
ORE 'nill be charged with responsibility for the coordination of
thalir production and maintenance and for their final editing. In
anticipation of this development, OFE will prepare for & proumpt
assunption of this responsibility.

FEHHHHHH

9. The foregoing paragraphs cover all the forms of intelligence
production required of ORE. Tha volumes and rate of production
which {8 feasible will depend upon the personnel, materisl, and
facilities currently avallable to OHE for the purpose. The require-
ments of paragraphs 2 and 3 constitute 2 current and continuing
commitment; those of paragraphs i and 7 are unpredicable, but by
definition matters of priority. It is evident, therefore, that the
rate of production of Situation Reports cannot be fixed, but musi.
be -adjustable to conform to the means available in any ghven perdod.
ORE is enjoined, however, ioc press the initlal production and ’
meintensnce of Sitwation Reports &s vigorously as circumstances
pearmit. A currently valid produciion schedule will be prepared
monthly for incorporztion in each ORE Progress Report.
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desired on a quantitative basis, but its volume is Tespectable

in the circumstances aud its qQuality has been conuended 1nknu:narc.ms
instances. The indefinite continuution of sulch sxtraordinary 7
efforta phould not be tiken for grantod. Adoption of mo unrealistic

& projranm as that proposed by ICAPS is a sure way o break .oralc, to ot
Production ruther than LOTs,.
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